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MEMORANDUM FOR; 


Director of Central Intelligence 


SUBJECT : Suggestions for Improvement of the Central Intelligence 

Agency 


1. The attached is the result of many weeks careful thought and 
deliberation; a product of the experience of nearly four years as Inspector 
General of the Agency and of close to fourteen years In intelligence work. 

It is an effort on my part to suggest steps to improve the Agency and better 
the work of the intelligence community. While thoughts and suggestions 
were received from other members of my staff- -and naturally in the course 

of our work we hear ideas from all over the Agency— the authorship i# 
exclusively mine and nobody else has seen the only other copy which exists. 

2 . As you know, I conceive the work of an Inspector General to be 
primarily directed toward suggested ways for bettering the Agency while 
at the same time being alert to any errors or wrongdoings. During 1956 
the staff of the Inspector General surveyed nine components of the Agency, 
ranging in size from the immediate office of the DD/S to the Office of 
Communications , the largest in the Agency. These Included five W/l 
elements, two DD/S and two DD/P. In all, on these surveys, w© made a 
total of 3^3 recommendations. The units surveyed concurred in full with 
53*5 percent of these recommendations, concurred with qualifications on 
another 13»9 percent for a total of 67.4 percent, and noneoncurred in 24.2 
percent . The balance required further study. This would indicate that 
more than 200 recommendat ions made by this staff during 1956 have been or 
are being implemented. 

3. I believe that the attached recommendations involve basic and 
fundamental principles related to the organisation and policies of CIA. In 
presenting the case for each I have necessarily been brief, to save your 
time, but each could be documented at length. I believe these recommendations 
to be worth your personal attention for all of them affect the Agency as a 
whole. Indeed, these recommendations can be implemented only by your orders. 


/S/ 

Lyman B. Kirkpatrick 
Inspector General 
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3. BSBeiffXVB DIRECTOR 

You will recall that la my memorandum of 3 February 1955 (followed 
by one on 21 July 1955) one of th* points that I raised was the question Of 
whether the position of Executive Director in the Agency should sot be 
re-established. Since that time this recommendation has bees made by the 
Clark Task force, and by the President's Board of Consultants to the President 
last month* 

There are two basic factors which to my alnd strongly recommend the 
establishment of the position of Executive Director. First, with the nssaber 
of high level contacts required of the Director of Central Intelligence and 
the number of Inter-Agency meetings and boards which he car his deputy must 
attend, it 1m to my mind extremely difficult for him to see that his policies 
and decisions are promptly and efficiently executed. Secondly, with toe 
increased interest of toe President’s Board and the President in toe PCX’® taking 
a more active interest and aggressive position in coordination, elimination of 
duplication and economy in the Intelligence community, the iater-Agency burdens 
on the PCX and the DDCI will be considerably greater. All of this is m a de even 
more true by toe fact that CXA has evolved into an agency with tores major 
and practically autonomous components under individual Deputy Directors . That 
is sot to my that these three components do not enjoy good relations with 
each other, but toe fact remains that there is no coordinating point and that 
in many instances over the last several years it has fallen upon toe Inspector 
General to try and work out areas of disagreement in view of the fact that 
there is a normal and natural reluctance on the part of the Deputies to allow 
their disputes to be carried to you or the DDCI. Finally, sound organization 
has the DDCI as your alter ego, to act in your absence or for you and to solve 
your burdens of office. 
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For your Information, here are a fey of the areas la which aa Executive 
Director could save this Agency and the Federal Government considerable money 

! 

and improve the efficiency of our work immeasurably. 

(a) Travel: no one person monitor# the travel of Agency officials, 
and no Deputy Director is in a very good position to tell another 
| Deputy Director that his personnel shouldn't travel. To cite Just 

25X1 A6A one illustration— the 78 visitors in one month, 

I 

a rather serious handicap to getting their required, Job done, 
j (b) Regulations : if a regulation is not agreed upon by all of 

the subordinates of all the Deputy Directors, it generally isn't 
issued. The beet illustration of this is the fact that it has taken 
over one year to get a regulation issued on the language incentive 
program. 

(c) T/O's end Budgets: under the present system each component 
prepares ite own T/0 and budget . Theme are processed throughout the 
appropriate offices and issued. These should be one focal paint on 
both which will weigh the priorities and see that the most important 
Jobs art dons rather than trying to to everything, which only 


dissipates our valuable assets and manpower. 

(d) Publications: there are literally no controls over a unit 
issuing either aa iatra or Inter-Agency publication. The result is 
that there are literally hundreds of publications being issued in 
the Agency today at not only monetary but manpower and paper expense * 

(e) Economy: the President has stressed economy. There are 
many that could be effected in CIA— some minor and some larger. For 
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e W le t ft* years agp 2 questioned why the Cable Secretariat should 
send cables several times a day to these offices in new msuxli* 
envelopes— two to each delivery-vhen the saw or routing envelopes 
could he re-used. He ashed the Management Staff to look into It 
and they did, hut nothing was ever done shout it. Admittedly this 
would have saved only several hundred dollars a year, hut ay 
Scottish ancestry has always lead me to believe that savings start 

in small amounts . 

2 believe that the recoamendat ion of the President’s Board should be 
implemented and that an Executive Director should be established immediately 
under you and the ODCI to see that the policies and decisions which you 
enunciate are carried out. I am convinced that within a reasonably short 
period of time this action would demonstrate its value. 
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k. STREAMLINING PCI'B FERBOML OFFICE 

Tor some times I have felt that you do not get the xo&ximm. benefit 
out of the BHHSber of people that work directly for you end that you do not 
receive the speed and efficiency in the handling of paper work and people 
that you would like. It seems to m that sob® streamlining would achieve 
better results and make papers and appointments flow more smoothly* I 
mentioned this to you before your trip and believe you generally agree. 

for example* the Executive Registry was created solely to handle 
the papers of the Director's Office. It remains largely that today* although 
the Director's Office per se has been expanded. But there is complete 
duplication between the files in your outer office and the files in the 
Executive Registry four doors away, with the single exception of your 
personal correspondence. I would combine the two sets of files, move the 
Executive Registry into closer proximity to your own office* relieve your 
immediate secretarial staff of filing responsibilities, and have the head 
of the Executive Registry nearby to quickly obtain any correspondence you 
desired, lour personal files I would handle within the seme system but 
would have only your personal secretary* the head of the Executive Registry* 
and one file clerk allowed access to these files. 

It is inconceivable to me that if* as we are told* each Deputy's 
office is responsible for seeing that only finished staff work is forwarded 
to your office* that it should require four assistants plus 10 secretaries 
to handle this material for you and the J3DCI. further, it is aleo difficult 
for me to believe that as much time la required for tbs preparation of 
memoranda which you desire or answers to your correspondence as Is' often 
indicated, finally* I am baffled why four administrative officers are 

Secretariat ) . 
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In addition to all of this type of assistance, I believe that we 
could utilise your tasediate security staff better than is being done at the 
present* I hesitate to mention this because I know that you were reluctant 
originally to accept this staff, and I would not wish you to construe 
this as any indication on my part that it is not wholly desirable. I 
believe it most important that you receive this protection, but I do feel 
we could do more to keep the boys busy helping around the office at some 
type of jobs, ©lie is particularly true inasmuch as there are a total of 
seven personnel involved, working in shifts. 

I recoiaaend that you authorise me to make a thorough study of the 
paper work and procedures in your office as I am sure that greater efficiency 
can be achieved, as veil as economies. 
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5. PP/P ORGANIZATION 

Basil survey that the 10 Staff has conducted of a Iffi/P area 
division underlines the joints made in my memoranda of 31 Be camber 1953 
ana 9 August 1955. In these studies ai^phaais ms placed on the fact that 
reorganisation of the senior staffs in the EO/P could effect major economies 
in manpower. I believe it mould be correct to stats that the contribution 
made particularly by the HP, FI and Cl Staffs to the writ of the divisions 
has been diminishing rather than increasing in the pest years. 

It should be clearly understood that X am not contesting the 
validity of senior staffs per ss* I am disputing their continued organisation 
on functional lines mhieh to my mind only continues some of the ills of pre- 
merger days. The Doolittle study 1 group recommended a reorganisation la D®/P. 
this major recommendation is one of the few that was never acted upon to 
any degree. The creation of the CZ Staff only further aggravated the 
situation rather than affording any relief. The result is that each area 
division maintains a large staff superstructure as much for liaison and 
protection in regard to the BD/P senior staffs as for any effective contri- 
bution made on the work of the field. By elimination of the present staffs, 
with all operating authority placed in the area division?, and the creation 
of new staffs along the traditional lines of operations, plans, intelligence 
support and operational support, we would sake a great step forward. 

I do not believe that 1 can improve upon the suggestions set forth 
in the memorandum of 9 August 1955 as to how this should be done, but I 
recommend that it be done. 
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6 . AGREED AffiglV3!nE3 

fhle continues to be the most difficult problem in Inter-Agency 
relations, particularly between CIA and 6-2, Sow that the President’s Board 
has taken a very active interest in this subject, it is most important that 
there be aggressive efforts to coordinate clandestine collection in 
Washington and especially in the field. 

1 can apeak with considerable personal knowledge on this subject 
having been directly involved in 1951 and 1952; having drafted the first 
amendment to WQm/$ with Brig. dec. John Magruder in 1951; and having 
followed the progress carefully, if at a distance, the last four years. I 
am convinced that the trouble can be corrected only by determined command 
action fori 


- on the on* side, there are those in CIA Who feel that espionage 
and counterespionage should be an exclusive CIA monopoly, that the 
competition, for useful agents leaves barely enough for CIA, a nd that 
any revelation of sources or agents to the military is not only 


operationally insecure but would not ba used in good faith; 


- on the other, the military feel that they are required to con- 


duct clandestine operations for their own protection and that if they 
reveal their sources and agents to GIA, they will be taken over inas- 
much as C IA doesn't want to coordinate but wants to run the operations. 
Obviously, there is truth and error on both sides, but that does not 
absolve CIA from its coordination responsibilities* It is increasingly Important 

mmmm aa<5 ** loc £ ** such absurd situations exist as our BBS producing 
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Isproveaent la CIA relationships with the military services in 
general and the army la particular shouM be a priority objective for 1957* 
for the absence of a good working relationship between certain elements of 
the Agency and tbs military is the root cause of the relatively Ineffective 
implementation of DCH> 5/l, and the lack of coordinated planning to meet the 
wartime retirements for FI-type operations. 

In the BD/p area, relationships with the military, both in the field 
and at He adquarter s , are adversely affected by the following factors: 

a. Direct contact with the military is too often concentrated 
in the hands of military officers who are with the Agency on a 
retired basis or on a normal tour of duty, whereas it is the 
civilians, particularly these in FI, who would be "educated" by 
such contacts. 

b. Contacts between CIA and the military are largely concerned 
with u/w and related matters with the result that they are largely 
confined to the G-3/JSPD elements of the military services rather 
than with the intelligence elements. For example, there is a dose, 
warm and continuing relationship between WPD/fpC and the Brown Team 
of the Joist Staff and with JSFDj on the other hand, these is 
practically no contact with the Rainbow Team of the JIG. Contacts 
between FI and G-2 in Washington do not appear to be close, warn 

or continuing on a day-to-day basis. 
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o. With respect to Agreed Activities, Agency relationships with 
the military appear to he largely in the hands of those same 
operational types who were from the start, and generally remain, 
opposed to the basic philosophy behind DCID §/l. 

As the leader in the intelligence community, CIA must take the 
lead in Implementing Agreed Activities and be the first to aset all of its 
obligations under UCID §/l. Only then can we cast the first stone. We 
cannot make people litee each other; we cannot legislate cooperation and we 
cannot change the spots of the leopards on either side of the issue, BUT, 


ve can direct our people to take the specific action called for under the 


agreement and report the results. 

It is recommended that you issue a directive to ED/P substantially 


as outlined below. 


25X1 
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1 * CLOSER LIA180H IBfWE ES DP/? ASP Wfc 

for some %im X have felt that our carapartzaeutatiOn has jeopardised 

the exchange of valuable information Which could assist the Board of Estimate* 
or the Office of Current Intelligence . In many instances thie information is 
not of a nature that would he published in Clandestine Services intelligence 
reports hut is the type of general kaow3adfi£ that senior officers in the 



25X1A 


25X1 C; 


further* I believe that closer liaison between key men in 'SO IX and 
those in EB/P would benefit the Clandestine Services by enabling them to 
get a first-hand knowledge of the intelligence gaps and therefore the 
requirements of the intelligence producing offices. X recognize that in 
this increased liaison the intelligence should be closely held so that 
operations w ill m% be jeopardised on the one hand* or that our highly 
qualified estimates not be given too broad dissemination on the other. 

I recon*® nd that the following action be taken: 

(lj that biweekly or monthly meetings be held to review 
critical areas or crisis situations with the W/l represented 
by the Chairman of the Board of Estimate# sod 25X1 A9A 
perhaps one or two other members of the Board* plus the necessary 
key heads of areas in OCI and that the EC/? be represented by the 
seven Area Bivision chiefs; and 

Approved For Release 2002/01/29 : CIA-RDP78-04718A002300370060-2 



Approved For Release 2002/01/29 : CIA-RDP78-04718A002300370060-2 

V , v $f;'V 



(2) that the Chief Of Reports to each Area Division to 
the bd/f set op a system of weekly or biweekly meetings with 
hie opposite number to OCI for regular discussions of incoming 
materiel end information needed. 
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8. RP.IATIOB aBTWSSM IHglXXtgWCE ASP POLICY 

fhi# is a subject which obviously has excited the interest of 
the President's hoard of Consultants, lou win recall that in the memorandum 
of 3 February 1955 X expressed concern over the dacgrr of CIA becoming too 
closely connected with policy mating and thereby jeopardising the objectiveness 
of intelligence and exposing the Agency to the type of politically partisan 
attack that is usually directed at the makers of policy. I mentioned at that 
time our active participation in the 180 Planning Board and several other 

items. 

Tim present attack on the administration concerning recent events 
in the Middle last has, as you know, tended to sake the point that there was 
an intelligence failure. This, of course, immediately opens the arena to a 
discussion as to what is an intelligence failure and what is a command failure. 
Rather than engage in philosophical analysis of that nature, the principal 
point here ie to inquire as to whether the United States Government has the 
best possible mechanism for utilizing intelligence information in foreign 
policy decisions. 

Obviously, major steps forward in this regard have been made in the 
last 15 years. National Estimates now embody the major conclusions of the 
United States intelligence community. These reports and the 
inte lligence. Bulletin are delivered to the top policy makers of the government. 
If any weaknesses exist, it is in the area of what action is taken as a 
result of an Intelligence estimate or report. To my mind it would be a grave 
error for either the PCI to sit as a member of the BBC and thus become 
responsible at least by association for security policy decisions, or, on 
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the other head, for the intelligence community to recommend what action 
afcqujj be taken. If the latter is done, then the intelligence community 
might hecoBB subjective in its approach to information and more inclined to 
search for facts that would back up a previous reconmendation than to report 

information objectively and factually. 

It would seem to ms that the BBC Planning Board and the QCB are 
two already constituted bodies that could insure that intelligence reports 
receive due consideration. 

I therefore recommend* 

(1) that the HBC Planning Board and the QCB discuss this 
matter an d, determine whether they feel they are duly constituted 
to see that intelligence reports and estimates are acted upon; and 

(2) that consideration be given to possibly retiring from 
the above bodies or the Departments of State and Defense a follow-up 
report which would indicate that an estimate had been given due 
consideration and the necessary adjustments made in policy. 


V; ; . ' 
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9. HAKHIHO 

With due consideration given to who 1 consider 

to "be one of the brightest and most able men I have encountered in the 
government, I do not feel that the Agency is receiving today the type of 
long-term planning that ie retired. As you will recall, the original 
5X1 A9A concept of was that it should represent, hut not replace, 

the planning elements of the three Deputies « Further, it was believed that 
this staff and these individuals should remain divorced from the day-by-day 
activities of the Agency so that they could analyze potential developments 
and prepare the Agency for forthcoming intelligence targets. All of this 
was discussed and outlined in a paper prepared by myself and the three 
Deputies and was given to Mr. on his arrival in the Agency. 

Unfortunately, AQUATONE and other pressing items such as PBSUCCES6 have 
occupied more of time than long-term planning. 

1 still believe that the Agency needs an ivory-tower group of 
qualified and able individuals lobbing toward the future. Shis is particularly 
true today with unrest in the Satellites affording us many opportunities 
to continue the breakdown of the Soviet regime* In addition, with the 
increased emphasis of inter-agency coordination, your Special Assistant 
for Planning and Coordination should be the focal point for backstopping 
you and the BDCI in regard to coordination, 

I, therefore, recommend the following action j 

(l) that the Special Assistant to the Director for Planning 
and Coordination be reinforced and enjoined to engage in long- 
term planning. 


25X1 A9A 


25X1 A9A 


25X1 A9A 
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There are still certain major dangers inherent in CIA* a dealing* 


with the press. 1 should immediately add that I believe we have made great 
progress under the persistent guidance of Colonel Grogan to regularize the 
relatione with the press, and that your program of receptivity to approaches 
from the press is Important and valuable in maintaining good public relations, 
which as you know 2 consider to be essential. 

On the otter hand, there is still a tendency in some areas of the 
Agency to try to influence articles and items published within the United 
States. I consider this to be very dangerous not only because of the highly 
sensitive attitude of the press toward maintaining its integrity, but also 
because of the general view in the Congress that no government agency should 
try to influence U.S. public opinion. Further, on foreign affairs matters 
I feel very strongly that the Department of State should be the sole 
authoritative view in Washington. Of course it is easy for us to speak 
with authority on the same subjects as State, and the press is always 
searching for an eager voice and also one that is bright and intelligent 
and often more willing to speak. In this regard, I am particularly concerned 
about the number of times the individuals in the KD/l’s immediate of flee 


see newspapermen. 

I therefore recommend that the following action be taken j 

(l) that no official of this Agency, with the exception of 
yourself and the EDCI, be permitted to see a newspaperman to discuss 
, Agency material or foreign affairs unless Colonel Grogan is present j 
(£) that your program of seeing the press es often as your 
time will permit and having occasional background meetings with 
representative members of the press be continued! and 

(3) that no element of the Agency be permitted to approach 
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the press for the purpose of securing any actios without prior 
coordination with Colonel Grogan and specific approval hy either 


yourself or the BDCI. 
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11. COVER 

She Inspector General’s staff has prepared two detailed studies, on 
13 April 195^ on 1 August 1955# on the specific subject of cover. Wsils 
it is true that we haw made some progress in this regard, 1 regret to say that 
the progress Is cot vhat it should he and that we have several ma^or problems. 
The problems axes 

(1) That ssv employees being brought into the Agency are not 
properly briefed as to vhat to say about whom they are working for 
and what they are doing, and consequently often make embarrassing 
or ridiculous statements that do not reflect well upon tbs 


professionalism of the Agency. 
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12. Paper Work 

One of the special studies made by the last Hoover Commission was 
on the subject of government paper work.. In each of ay periodic lectures 
to the Office of Training's Basic Management Course I quote some of the 
statistics from this report, such as? that it would require 7 Pentagons 
to house nothing hut the government's files, that there are k b ill ion 
letters written by the government each year at a cost of $1.00 a letter, 
that each tax-paying family of four contributes about $4-00.00 a year to 
government paper work. 

As you are probably painfully aware, the paper work within the 
CIA. is too voluminous. I mentioned in one of the previous points that 
there is no central control over our publications. I also mentioned that 
there are difficulties in coordinating regulations, but did not note that 
we have been sending out 69 copies of each regulation for coordination. 

Many memoranda are written in the Agency when a telephone call would suffice, 
but too many of our employees feel that they can't get action unless they 
put it in writing, The volume of our regulations, which now number more 
than 950 f are indicative of using paper often as a substitute for judgment . 

At the time of the issuance of the Hoover Conaaission Report the 
White House requested all agencies to take action to cut down on the volume 
and flow of papers. From long experience in trying to cope with the unending 
flow of papers, I am convinced that reduction cannot be achieved by any 
other method than actually specifically indicating the types of documents, 
memoranda, notices, etc, that should not be written. 
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I, therefore, recommend, that the following action be taken: 

(1) that all Agency files be surveyed on a unit-by-unit basis 
each unit told exactly what files it can and cannot maintain} and 

(2) that if an Executive Director is created he be empowered 
to e xe rcise, on your behalf, authority ewer what should and should 
.not be issued on paper. 


QQNr i Dflff 
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